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ABSTRACT 

The Superintendent of Pennridge School District in 
Bucks County, Pennsylvania, evaluates the local district 
administrators for merit pay twice a year based on management by 
objective concepts. Working individually and in teams, the 
administrators develop common and individual objectives. These 
objectives are assigned point values by secret balloting and 
averaging the results. Each administrator can earn a maximum of 1,000 
points, with 750 for day-to-day activities and 250 for special goals. 
The superintendent and his assistant evaluate the administrator's 
goal achievement and can award up to 5 percent of the base salary as 
merit pay for high achievement. The system is founded on a strong 
team- management concept. (DW) 
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REMARKS FOR M.B.O , - 



THE TITLE OF OUR CLINIC IS 'MlOW TO EVALUATE ADMINISTRATIVE STAFF: RECOGNIZING 



NSBA CONVhNTION, 1975 



GOOD MANAGEMENT 



APPROXIMATELY FOUR YEARS AGO, AS A FIRST- YEAR SUPERINTENDENT IN THE PENNRIDGE 



SCHOOL DISTRICT IN BUCKS COUNTY, PENNSYLVANIA, I WAS CHAIRING A COMMITTEE OF 
ADMINISTRATORS AND BOARD MEMBERS WHO WERE TO DEVELOP A NEW SALARY SCHEDULE PROCEDURE 
FOR OUR ADMINISTRATORS. THE ONE POINT CONTINUALLY BROUGHT FORWARD IN OUR DISCUSSION, 
WAS THAT SOME ADMINISTRATORS SHOULD BE PAID MORE THAN OTHERS, EVEN THOUGH THEY HAVE 
THE SAME BASIC RESPONSIBILITIES. FOR EXAMPLE, IF YOU HAVE AN ELEMENT.^RY PRINCIPAL 
WHO IS DOING AN OUTSTANDING JOB, HE SHOULD BE ABLE TO EARN A BETTER SALARY THAN AN 
ELEMENTARY PRINCIPAL WHO IS DOING A MEDIOCRE JOB. IN ESSENCE, WE WERE TALKING ABOUT 
MERIT. AS A RESULT, I IMMEDIATELY BEGAN TO DEVELOP A METHOD FOR AP.RIVING AT A 
DETERMINATION AND RECOGNITION OF GOOD ADMINISTRATIVE MANAGEMENT, AND ALSO REWARD THE 
ADMINISTRATOR WITH EXTRA PAY FOR THE DEGREE OF SUCCESS AND EFFORT PUT FORTH IN SCHOOL 
MANAGEMENT. THE METHOD FINALLY DEVISED IS NOT REALLY NEW. IT HAS BEEN USED IN INDUSTRY 
FOR MANY YEARS. IT HAS JUST RECENTLY ARRIVED ON THE EDUCATIONAL SCENE Ps^D APPEARS TO 
BE SPREADING VERY RAiUDLY. I AM TALKING ABOUT "MANAGEMENT BY OBJECTIVES", OR M.B.O., 
AS* IT IS MORE COMMONLY KNOWN. MOREOVER, I CONCLUDED THAT IN ORDER TO MAKE MANAGEMENT 
BY OBJECTIVES REALLY WORK, IT ALSO NEEDED A NEW TEAM APP/OACH TO SCHOOL ADMINISTRATION. 

THERE ARE A NUMBER OF REASONS WHY MANY SCHOOL DISTRICTS ARE MOVING IN THIS 
DIRECT IOf^~ THE DIRECTION OF MANAGEMENT BY OBJECTIVES. THE TWO MOST IMPORTANT REASONS 
JO APPEAR TO BE "ACCOUNTABIf J TY" AND "TIME". 

^ DURING THE PAST FEW YEARS WE HAVE BEEN HEARING MORE AND MOR^ ABOUT ACCOUNTABILITY. 

^ ACCOUNTABILITY IS PURE AND SIMPLE EVALUATION. AT A RECENT PSBA MEETING JOSEPH ORAVITZ, 
PSBA 'URECTOR OF RESEAl^CH AND MANAi;EMENT, MyXDE THE FOLLOWING REMARKS: "EVERYONE IS 



Cs3 EVALUATED AT SOMETIME DURING HIS LIFE. EDUCATORS AND OTHER EMPLOYEES IN THE SCHOOL 
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SYSrr.M ARE RKALU NO Dll li RI.NI' FROM AI^Y OTHER SEGMENT OF THE WORKING PUBLIC WHEN IT 
COt-D:,s TO EVALUATION OF IIIKIK WORK EFFORT, OR AT LEAST THEY SHOULF BE NO DIFFt RENT. ALL 
OTHER PROFESSIONS, TECHNK.VL, MEDICAL, LEGAL, ETC., COME UNDER SOME FORM OF FORMAI. OR 
INFORfL^L KV,UaiAT10N. EVEN THE EFFORTS OF THE SCHOOL BOARD MEMBERS ARE EVALUATED AT 
THE POLLS DURINr; I.LECTlCN TIME. ULTIMATEI,Y, SOMEONE ^L^KES A JUDGMENT ON THE PER- 
FOR>RNCE OF OTHERS. FOR EXAMPLE, TEACHERS JUDGE PUPILS, ADMINISTRATORS JUDGE TEACHERS, 
BOARDS Jurx.E ADMiraSTRATORS, AND IHE PUBIJC JUDGES TIU: BOARDS. AN INTERESTING PMADOX 
EXISIS Ul EOriCATlON WIICIll ilY IKACHERS W\0 REGULARLY JUK;E STUDENTS, FEEL THREATENED 
WHEN AN EVALUATLON OF THLTR EFFORTS IS SUGGESTED. 1 MIGHT ALSO POINT OUT, THAT IN 
MANY CASES, AN AUMINISTRAIOR MAY FEEL JUST AS THREATENED WHEN HE IS JUDGED OR RATED 
BY HIS SUPER IN n.NUEMT OR SCHOOL BOARD. 

SOME SAY THAT I HE CRITERIA FOR EVALUATION CAUSES MORE CONCERN THAN THE ACTUAL 
PRO(J:sS ITSEL1-. THIS IS PROBABLY TRUE, AND IS IVIIY, IN MY OPINION, THAT IT IS VERY 
IMI>ORTANT THAT (HE EVALUATION PROCESS FOR ADMIN ISTRArORS BE DEVE[,OPED BY THE ADMINI^ 
•IRAIIVE TEAM. J ALSO I-EEL VERY STRONGLY THAT THE EVALUATION OF ADMINISTRATORS MUST 
BE DONE BY THE SUPERINTENDENT AND NOT THE SCIRIOL BOARD. ]N MY OPINION, THE SCHOOL 
BOARD MUST BE READY TO ACCEPT THLS FACT, OR THEY SHOULD HIRE A NEW SUPERINTENDENT. IT 
IS HIE SUPERINTENDENT ,VND HJS ASSOCIATES WHO WORK CLOSELY, DAY BY DAY, WITH THEIR 
FELLOW ADM£N[STRA-|ORS; AND IT IS THEY, IN MY OPINION, WHO SHOULD DO THE EVALUATION. 
HOWEVER, THE IDEAL (JUTERLA, NO MAriER HOW PERFECT, WILL ALWAYS BE SUBJECT TO INTER- 
PRETATION, AND DEFINED IN TE. MS THAT WILL V.^VKY FROM LOCALITY TO LOCALITY. IN OTHER 
WORDS, WHAT IS BEST FOR 0(;R DISTRICT M.\Y NOT BE THE BEST FOR A NEIGHBORING DISTRICT. 

LET'S FACE IT. ADMINISTRATORS HAVE AI,WAYS CLAIMED THAT EVERYONE KNOWS THE GOOD 
TEA(.ilER, AND EVERYONE KNOWS HIE INEFFECTIVE TEACHER. THIS IS ALSO TRUE WITH ADMINI&. 
TRAIORS. WE KNOW WHO ARE HIE GOOD ADMINISTRATORS, AND WHO ARE THE LESS EFFECTIVE 
ADMINISTRA'IORS. 

IT fS SILLY FOR US TO FRY 10 EVADE THE ISSUE AND SAY THAT EVALUATION OF .VDMINIS- 
IRATORS CANNOT BE ACCOMPLIS'IED. .ITJIAN. MANAGEMENT BY OBJECTIVES SUPPLIES A METHOD 
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OF DOING THIS. THERE ARK MANY DIITERKNT ATPROACHES TO MANAGEMENT BY OBJECTIVES. I 
WILL SPEAK TO THIS SYSThM OF FVAJ.UATION IN GENERAL TERMS, AND LATER EXPLAIN HOW UV: 
HAVE DEVELOPED A SPECiriC SYSTEM IN THE PENNRIDGE SCHOOL DISTRICT WHICH IS NOW IN 
ITS FOURTH YEAR OF USE. 

THE OTHER REASON 1 MENTIONED, FOR BECOMING INVOLVED WITIf M.B.O. IS TIME . NONE 
OF (iS, AS ADMLNISTKATORS, HAVE ENOUGH TIME TO ACCOMPLISH ALL WE WOULD LIKE TO ACCOM- 
PLISH. THE PLAIN AND SIMPLE HONEST ANSOT.R TO THE QUESTION, '^DOES TIME MATTER?", 
IS ^'YES, TIME MATTERS VERY, VERY, MUCH." 

IN BUSINESS, TIME IS MONEY AND THIS IS ALSO TRUE IN EDUCATION, PARTICULARLY 

IN SCHOOL ADMirUSTKATION. WE ARE AJ.WAYS RUNNING OUT OF TIME. ONLY HIGJI PRIORITY 
ITEMS CAN GHT AI 'F.NTTON. AND AT TIMES THESE DO NOT GET THE NECESSARY ATTENTION 
BECAUSE WI-: ARE CONTINUAIXY RUNNING AROUND TRYING TO "PUT OUT FIRES" AND CARRYING OUT 
THE DAY- TO DAY ADMINISTRATION; NOT BEiN(; ABLE TO INVOLVE OIHISELVES IN A LONG RANGE 
APPHOACH TO EDUCATIONAL DHVELOI'MENl'. IT IS SAFE TO SAY THAT IN TODAY'S SOCIETY, 
TIME HAS BECOME A VERY SCARCE COMMODITY, HOW MANY TIMES HAVE YOU HEARD A BUILDING 
PRINCIPAI. SAY TIIA'f HE JUST DOES NOT HAVE ENOUGH TIMl^ TO GET EVEKYTHING DONE THAT 
SHOULD BE DONE THAT DAY. 

YET, THERE ARE SOME ADMINISTRATORS WIR) ARE SUCCESSFUL PERFORMERS IN THE TIME 
MANAGEMENT FJOMALN. THESE PERl'ORMERS KNOW THAT IT IS IMPOSSIBLE TO SPEND 'HIEIR TIME 
SUPERVISING DAY-TO-DAY OPERATIONS AND AT THE SAME TIME BECOME SUCCESSFUL ADMINISTRATORS. 
IT IS NOT ONLY IMPORTANT TO HAVE TIME TO GET THINGS DONE, BUT WE NEED TO FIND MORE 
TIME TO LIVE, AND TO BE WITH ONE^S FAMILY;. TO TAKE ADVANCED STUDY; TO DEVELO? ONE'S 
SELF; TIME TO RELAX AND HAVE RECREATION; AND TIME TO JUST ENJOY LIFE, A PERSON WHO 
IS ABLE TO DO ALL THESE THINGS WILL BE A VERY SUCCESSFUL SCHOOL ADMINISTRATOR. AS I 
STATED PREVIOUSLY, MANAGl MLNT BY OBJECTIVES AND OUR CONCERN FOR TIME GO HAND IN HAND. 

I I'EEL TflERE ARE SEVI KAI, RKALfTTES THAT WE MUST ACCEPT MIEN ENTERING INTO M.B.O. 
AND 'JHE ADMINISIKATIVE TF.AM APPROACH. THESE REA1.ITIES iVRE:— (i) IDEALLY IT WILL TAKE 
^ SEVERAL YEARS HEFOKE A TOTAL PHU^OSOPHY AND SYSTFM BASED 0?J M.B.O. CAN BE BUILT AND IN 
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HjM. 0PI,KAT10N TIHlOliQlOUT AN AHM J Nl STRATI VK STAl'F; (2) IT TAICES MANY HOURS, AND AT 
TIMKS MANY DAYb OR WKKKS FOR ADMT NLSi'RAIORS TO DKVKLOP WORTIIUlilLI': GOALS AND OBJLCTIVKS. 
TO LhAK'i HOW TO IDENTIFY OOAf.S AND OBJIXTIVI' IS NO SIMPLE TASK, AND SHOULD BE DONE 
FROM A 'IKAM APFKOACJI; ( 0 BY USING M.B.O., ADMINISTRATORS MUST ACCEPT THE FACT THAT 
THhY WK.L [NCRF^ASINCLY BFCOMH MANAGERS 01' THEIR BUILDING. 

SOML PKOPU: (;hT UPSi'T WHEN YOU REl'KK TO EDUCATORS OR SCHOOL ADMINISTRATORS AS 
BEING BUn^DHlG MANAGERS. T PIJ<SONAEEY SEE NOTHING WRONG WITH THIS. I IX)N»T ^^•.AJ^ TO 
INILR IHAT A BUIEHING PRINCIPAL, FOR EXAMPLE, SHOULDN'T BECOME INVOLVIID WITH CURRICULUM 
IN flTS BUILDING; BUT BY IMPROVED BUILDING MANAGEMENT, HE WILL HAVE MORE TIME TO V^'ORK 
TOWARDS SPECIFIC COALS AND OIUECTIVES THAT MIGHT VERY \>fELL INCLUDE MORE TIME FOR 
CURRICULUM INVOLVEMENT, AND MAKE lilM MORE OF AN EDUCATIONAI LEADER. 

IN A RECENT ARTICLE I READ ON M.B.O. IN INDUSTRY, THE STATEMENT WAS MADE THAT 
M.n.O. IS THE MOST SUCCESSFUL CONCEPT EVER 10 HAVE BF^EN PICKED UP AND PUT INTO PRACTICE 
IN A[.L or MANAGljMENr HISTORY. THIS WILL ALSO BECOME TRUE IN EDUCATIONAL ADMINISTRATION. 
WE HAVE JUST BEGUN TO SCRATCH THE SURFACE OF M.B.O. IN EDUCATION, AND IT IS SURE TO 
STAY WITH US lAR INTO TIH- FUTURE. TO MAKE IT WORK, IT IS VERY ^IMPORTANT THAT PROPER 
ATTITUDES BE DEVELOPED. IT IS ALSO IMPORTANT, IN MY OPINION, TO WORK VERY IIAl^D AT 
DEVELOPING A TEAM CONCEPT TO EDUCATIONAI, ADMINISTRATION. WHERE THIS CANNOT BE 
DEVEf/JPED, PERHAPS SOME CHANGES IN THE ADMINISTRATIVE STAl'F ARE NECESSARY, HOWEVER, 
I ALSO I EEL M.B.O. BRINGS nU-: ADMINISTRATIVE STAFF INTO A UNIFIED TEAM WITH MANY OF 
THE SAME COMMON GOALS AND OBJECTIVES. M.BoO. AND THE ADMINISTRATIVE TEAM APPROACH 
CREAIES MORE CONFIDENCE, RESPECT AND UNDERSTANDING OF EACH OTHER. IN OTHER WORDS, IT 
FORCES A SHIFT FROM INDI V LDLALISM TO TE/WORK. 

M.B.O. TAKES TIME TO DEVELOP, BUT IT CAN BE IMPLEMENTED ON VERY SHORT NOTICE AND 
REFINIID OVi:R A NIJMBhR OF YEARS OR SPAN OF TIME* EVEN THOUGH IT TAKES A NUMBER OF YEARS 
TO DLVELOl^, IIIL> DoKS NOI' ME/V\ IHAT THERE ,MU' NOT IMMEDIATE RESULTS. IN MY OPINION, 
THERE ARi: ALMOST INSTANI AN1,0US RESULTS, AND THESE RESULTS CONTINUE WITH THE PASSAGE 
OF IIME ANU ACfJlMIiLATE RAPlUf.Y. THE RESULT:: THAT I HAVE OBSERVED ARE: IMPROVEMEFT 
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i:, H):!M':r;n,A'i a H1:I11J< bU.LCAnON Ol- IU:SP0NS]1JILITIES, LMPROVE^ENT 01' ORGANIZATION 

iMOKALK, (,ONFf.Di.N(J, IN YOUR FKI.LOW IKAM ML:M131-R, AVD IMPROVL^D SALARY SCHEDULES, 

ONE IHING THAT SG^^]: 1TM]:S SHOCKS FELlA)W ADMINISTRATORS AS THEY BECOME INVOLVED 
IN THE M.B.O. PROCESS IS THF H/J(SH TRUTH THAT IT TAKES MANY DAYS, RATHER THAN A FEW 
HOURS, TO FICUKi: ObP WORTHWHILE COALS AND OBJECTIVES, A POPULAR MYTH AMONG ^tANY OF 
US IS IHAT WE ALI, KNOW OIJK OBJLCTTVr.S . THIS >rYTH SUGGESTS THAT .\LL THAT THE ADMINIS- 
TRATOKS HAVE TO IX) £S Wn<ITE OK I OKMlH,AfT, OB fl'-CTl VES , iX'F ME Wy\KN YOU, IlOWllVER, THAT 
NO'lHING COULD BE FimTHEPv M<OM Till-: TRUTH, DISCOVERING AND DEVELOPING WORIHWlilLE 
OBJECTIVES CAN BE A VERY DEMANDING AND MIND WIUCKING EXPERIENCE, IT REQUIRES A 
SEARCH, NOT ONLY FOR THE INDIVIDUAL'S MISSION AND EDUCATIONAL GOALS, BUT IS SOMETHING 
THAT SHOULD IDEALLY BEGIN V/ITH THE BOAIU;, THEN TO THE SUPERINTENDENT AND EACH ADMINIS- 
TRATOR, IT SHOULD ALSO BE AiiLE '10 STAi<T WITH THE LOWEST PAID ADMINISTRATOR /\ND PROGRESS 
IN THE OPPOSITE DIRECTLON TOWARD THE SCHOOL BO/\RD, MUCH TIME MUST BE SPEN1' IN TRYING 
10 DEVEJ,OP WORTIiV/HlLE GOALS AND OBJECTIVES, 

I WOn[,D LTKF. TO READ A SHORT REPORT FROM A GENERAL MANAGER OF A SMAIJ, COMPANY, 
JX)TrjG ABOin A $0 Ml [J, ION A YEAR BUSINESS, WHO DECIDED TO BRING 1iIS P:XECirriVE TEAM 
TOGETHER ONE EVENINC: FOR AN HOUR OR WO TO SPELL OUT TifE COMPANY'S GOALS, HERE \nZKE 
HIS REMARKS:— "Wl'.KE W1-: SURPRISED, WERE EMBARRASSED, IT TUl^NED OUT THAT WE DIDN'T 
KNOW WHAT OUH 01^JECrrVi:s WERE Bi:CAUSE W. HAD NONE, WE ALL KNEW WE W/iNTED TO GROW AND 
BE PROFrpABLE, BUI' WHO !X)ESN^T, BEYOND THAT WE HAD NO DEFINITE GOAI.S. OUR REACTION 
WAS EMBARRASS>n-,Nr, HOW COUIJJ A GROUP 01- SCVCAl,LED BUSINESSMEN NOT KNOW WHAT TliEIR 
OBJECTIVES WERE? HOW COULD WE EVER GET ANYWHERE OR EVEN WORK TOGETHER AS A TEAM IF 
WE HAJJN'T FIGURED OU'T AS A TEAM l>niAi WE W\NT1:D TO ACillEVE; AND HOW COULD Wf:! HAVE BEEN 
SO DUMB AS TO THINK WE (,()nLD SIM-JJ. OUT OUR OBJECTIVES AT A SINGLE MEETING?" 

THE REASON THAT OBJP.TIVES T.\Ki': AN D MKM^LD TAKE SUCli A [,ONG 11ME TO ARRIVE AT 
DOES NOT STEM ]'Rt)M ANY .^ MKhr Ol; r.QMPLICATED PKOCEDUKi: , IT ARISES FROM THE FACT THAT 
THE SE/\1U,II rOH IvOKI-s^VBLi: AM) REALISTIC OBJECTIVES REQUIRES SOME CONSIDllRATION /\ND 
THINTCIN'G IN DEPTH, SOME 01- 111 LS PROCESS SHOULD BE DONE AS A 'i'EAM, SOME AS AN INDIVI- 
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DUAL, SOME IN SM,UJ. AHMTNISTRATIVI- CROtlPS. IN ^FTTTNG GOALS AND OBJECTIVES WE MUST 
KEEP IN MIND, PRIMAklLY, THE EDUCATIONAL PKOCLSS IN WHICH WE ARE INVOLVED; ALSO, 
PL^NNING, ORCAWIZJNG, DFLKGATINf;, COORDINATING, CO>MfNICATING, CONTROLLING, INNO- 
VATING, TRAINING, ETC. 

I WOULD NOW LIKE TO TliRN TO THE PENNRIDGE PLAN AND SOME OF MY BELIEFS ABOUT 
OUR SYSTEM OR APPROACH. J-IRST OF ALL, I AM CONVINCED THAT THE MANAGEMENT TEAM CON- 
CEPT IS NECESS/\RY 10 OUR PRESENT- DAY EDUCATIONAL STRUCTIFRE IN OPERATING A SUCCESSFUL 
SCHOOL SYSir.M. THE CHIEF SCHOOL ADMINISTRATOR IS ONLY AS GOOD AS THE SUM OF HIS 
PARTS. A NUMBER OF THINGS MUST GO INTO AN EFFECTIVE ADMINISTRATIVE TEAM. ONE THING 
THAT HELPS THIS CONCEPT IS THE MANAGEMENT TEAM EFFORT. M.B.O., WITH AT LEAST SOME OF 
THE GOALS AND OBJECTIVES BEING THE SAME FOR EACH ADMINISTRATOR, WORKS TOWARDS THE END 
OF A UNIFIED TEAM STRIVING FOR THE OVF.RATJ. SA^IE GOAL, A BETTER EDUCATIONAI. SYSTEM. 

M.B.O. ALSO LF.NUS ITSELF TO A DOVETALING WITH A SCHOOL BOARD'S LONG RANGE PLAN. 
THE SCHOOL BOARD PLAN MIGHT BE CALLED "THE OVERALL MISSION GOALS". A PLANNliD PER- 
FORMANCE APPROACH IS NECESSARY JF ADMINISTRATORS ARE TO BE JUIXIED /vND EVALUATED BY 
THE INDIVIDUALS TO WHOM THEY ARE RESPONSIBLE. THERE ARE BOTH ADVANTAGES AND DlSADVATf- 
TAGES TO THE M.B.O. SYSTEM AS 1 SEE IT AT PENNRIDGE. SOME OF THE ADVANTAGES MIGHT BE 
AS FOLLOWS; 

1. A STATEMENT OF C(MLS AND OBJECTIVES INCREASES THE CHANCES OF COMPLETING 
SUCH ITEMS, SINCE BY PUTTING THEM IN WRITING, THEY BECOME CLEARER IDEAS 

OF WHAT ONE IS TRYING TO A(.COMPLISH. A STATED OBJECTIVE AxiOUSES COMMITMENT. 

2. THE FACT THAT THF. GOALS AND OBJECTIVES WILL BE ASSESSED SEVERAL TIMES 
DURING THE YEAR [NCLJNES EACH INDIVIDUAI. TO PERIODICALLY EVALUATE HIS 
OWN GOALS AND OBJECT JVhS BEFORE THE RATING IS DONE BY HIS SUPERIORS. 

3. PRIORITY IS GIVl.Ni TO OBJECTIVE ACCOMPLISHMENTS, ESPECIALLY WHEN TIED TO 
A POIN'I VALUE SYSTEM AND SAIARY INCREASES. 

4. II- COALS AND OBJECTIVES HAVE SOMI'. SIMILARITY WITHIN THE ADMINISTRATIVE 
ORGANIZATION, IT TENDS TO CREATE A UNIFICATION OF CAUSE AfJD SENSE OF 
DIRECTION OF THE MANAGEMENT TEAM. 
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i. STAIMI) OIJJl-.CTrVi.S MAY CI.KAK AWAY OKnANtZATlONAL HARI'.IliRS. 
(>, A1JMIN£.STRAT0R.S CAN (;0NS(:T[:NTI.01I.SI,Y STllIVI- TOWAllU PARI ICUIJVR GOALS AND 
OBJECT J Vr.S INS li-.AJ) OK JUMPING FROM C RISIS TO CRISIS WITHOUT COMMITMENT 
TO ATIAINMENT, 
SOME OF THE ULSADVANTAGl.S ARE: 

1. SUl'LIJOLS MAY IMPOSE UNREAEISTIC GOALS AND OBJECTIVES ON SUBORDINATES. 

A (:o^LMEN^• sierk is 'iiiat it is important to permit the kind of develop- 
MENi- 01- goals and oiiJi:( T[v'r.s that come from Tin: boaiu) down to the lowest 
paid admimis'iraior, and then from the lowest paid administrator on up 
10 the ijoaki). 

2. A WEAK AHMfNISTRAToR MAY BECOME OVER- RATED BECAUSE OF HIS ABILITY TO 
WRITE OUJKCTIVr.S OR IX) WELL AT THE EVALUATION MEETING, 

1, THERE IS THE POSSIBJI.TIY OF THE I)EVEIX)1'MENT OF AN UNHEAI.TIIY COMPETTTIVE 
SITUATION jWunr. ADMINISTRAIORS IF THE PROGRAM IS IX)NE TOO MUCH ON AN 
INDIVIDUAL UAsrs AS f.OMPAKED TO A TEAM BASIS. 
4. GOALS AND OBJECTIVES COULD CAUSE UNDUE PRESSURES ON SOME ADMINISTRATORS, 

AND THEREFORE /IND SOME. IND rv IDII/VI.S JUST GOING THROUGH THE MOTIONS. 
IN THE PENNRTDGI' SYSTEM, Af^ ADMIN ISTRy^TOR CAN EARN 750 POINTS FOR HIS DAY-TO-DAY, 
WEEK-TO-WTEK GI.NF.RAL ADM; tUSTRATlON FXPi: CTATIO;iS WIICH ARE BROKl-.N DOWN INTO TEN i\D- 
MINISIRATIVE CHARACIT.R ISTICS. HE CAN EARN 230 POSSIBLE POINTS FOR SPECIAL COALS AND 
OBJECTIVES. FN OTHER WOI'D:-;, \n ADMINISTRATOR DOING A PEi FECT JOB CAN ACCUMULATE 1000 
POINTS. I AM NOr SAYING IHAT HIE 750 OR 250 lUTIO FIGUI^E IS CORRECT. WF. MAY CHAfJGE 
IT SOMETIME IN Till: FUTUUI., BUT IT SEEMS TO BE WORKING FOR US AT THE PRESENT TIME. 

EACH ADMINISTRATOR IS EVAI.UAJED ON THE POSSIBLE tOOO POINTS AT THE END OF EACH 
SI-lrS'lER BY IIIE ADMIN ISI K A i' ( VI, ASSISTANT AND THE SUPERINTENDENT, IT IS A1,S0 UNDER- 
SroOD, RIGHT FROM I'lIK I'.KG I I ;^(:, HIAT THE SliPERINTF.NDENT K'\KES THE FINAL DECISION, 
AND THAT HIS REC0MMI;NDATIU\S ARK THEN REFERRED TO THE SCHOOL BOARD FOR APPROVAL. IN 
THE PENNRiDGE SYSTEM LASI YKAJl, THE SIIPERlN/ENOraT COULD RECOMMF.ND UP TO 47. OF EACH 
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ADMTNISTRATOH'S BASI- SAIAKY fOH MERIT PAY. IN THE SALARY SCHEDULE FOR THIS YEAR THE 
MERIT HAS BEEN INC.REASF.U FROM A'/, Lo 57. O!- BASE SAIJUIY. THIS IS THE rOUKlH YEAR OF 
M.B.O. AT PKNNklDCE. iT.r. NOW ILXPLAIN THF, PROCESS OR PROCEDURE WE ARE USING DURING THE 
PRESENT SCHOOL YEAJ<, 



IN IHE SPHINC. OF EACH YEAR, THE K THROUGH 12 ADMINISITIATIVE TE^M WILL DISCUSS 
GENERAL GOALS THAT MIGHT BE USED AS DISTRICT-WIDE GOALS. THIS BEGINS IN OUR K-I2 
MEETINGS WITH OUR 18 /J)M [ N ISTRATORS . THIS IS ALSO DONE IN SMALLER GROUPS WHEN THE 
K-6 ADMINISTRATORS MEET, AND WHEN THE 7-.. ADMINISTRATORS MEET WITH THEIR RESPECTIVE 
ADMIN ISTRATIVE ASS ISTAflTS . 

IN ORDCK TO MAKI- THE TEAM APPROACH SUCCESSFUL, IT IS IMPORTANT FOR TFIE SUPERIN- 
TENDENT TO MEET WITH ALL HIS ADMINISTRATORS, AND TO DO IT FREQUENTLY. I MEET A 
MINIMUM OF ONCE A MONTH WITH 'IHE K- 12 ADMINISTRATORS, AND VERY OFTEN TWO OR THREE 
TIME'; A W)HT\\, MY ADMINl.STRAT I VI. ASSISTANTS MEET WITH THEIR RESPECTIVE GROUPS AT 
LEAST TWICE A MONTH, AND MANY TIMliS MOKE OFTEN; AND MANY TIMES MY ADMINISTRATIVE 
ASSIoTANTS AND MYSELF WILL MEET WITH INDtVIDUAI, ADMINISTRATORS. 

BY r.ATE AliCUST, WE HAVE SET SOME COMMON GOALS FOR ALL ADMINISTRATORS TO BE 
CONCERNED WITH. HOWIiVER, ANY INDIVIDUAL ADMINISTRATOR COULD ALSO SET SEPARATE GOAf.S 
FOR HIMSELF. EACH ADMINISTRATOR THEN DEVELOPS A SET OF GOALS AND OBJECTIVES FOR 
HIMSELF WORTH 2 50 POINTS. THESE ARE DISCUSSED WITH THEIR ADMINISTRATIVE ASSISTANTS. 
BY LATE AUGUST, EACH ADMINISTRATOR SUBMITS 25 COPIES OF HIS GOALS AND OBJECTIVES TO 
ME. THESE GOALS AND OIUECTxVKS /\RE THEN EVALUATED BY ALL THE ADMINISTRATORS IN A 
MARATHON MEETING. EACH ADMINISTRATOR HAS AN OPPORTUNITY TO EXPLAIN HIS GOALS AND 
OBJECTIVES, AND THEY ARE THEN RATED OR GIVEN A WEIGHED NUMBER OF POINTS BY EACH 
ADMINISTKATOK. AS EACH ADMINISTRAI'OR PRESENTS HIS GOALS AND OBJECTIVES, HE MAY BE 
CIL-^LLENGED OR QI.'ESTIONED BY HIS FELLOW ADMIN iSTRivTORS , AND HE MUST THEN DEFEND HIS 
GOALS AND OBJECTIVES AND lEfJ, WHY HE FEELS THEY ARE WORTH A CERTAIN NUMBER OF POINTS. 
TIIEcJE RATINGS AI^E DONE IN SECRI'.C.Y, AND NO ONE KNOWS WHAT RATING HIS FELLOW ADMIN ISTIiATORS 
HAVE GIVEN THE GOALS /WD OBJECTIVES OF THE INDIVIDUAL MAKING THE PRESENTATION, 
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A] ILK l.AUl AUMiMS IKATOK il\S MADh Ills FKliSliNTATLON , Tllh: CARDS ON Ull^JI Tlli: 

wfc.i{;iiii) VAJ.i 1,5 iiAVK hi;i:N usikd ahi: collkcitij. tiiekf, aiu. 17 of these: cmnDs for each 
AJjMrusiKA'jOK. I'fii: TWO rov sc:oRi;s and two bottom scores iOR each objixtive are thrown 

OUT, AND AN AVERAGE IS Dl' Via.OlM-D SO THAT EACH ADMIN ISTIUTOR ' S OBJECTIVES ARE GIVEN A 
WEI(;HED NHMBllR OF POINTS THEY WIEE BE WORTH IF THEY Ai^E COMPLETED. WITHIN TWO OR 
THREE W.EKS EACH ADMINiSTKA'lOR KECLLVES A COi>Y OF HIS COAIS AND OBJECTIVES WITH A 
NOIATION 01 WHAT l,Af:H ONE WM,i, Bl- WORTH. i'Hl^Y HAVE THE OPPORTUNITY TO COME I'O ME MD 
CHALLENGE AfJY ONE OF THESE KATTNGS. OCCASIONALLY THIS IS DONE,, BUT USUALLY THEY ACCEPT 
THE Wh:iGilED NUMBER OF POINTS 'i'HAT ARE AS.srCNED TO 'i'HEM BY THEIR FELLOW ADMINISTRATORS. 
EACH ADMLNL^-TPj\T0K IS 1'HE>j EVALUA''T:D BY HIS ADMINISTRATIVE /iSSISTANT A^^D WSELF AT 
THE END OF THE FIRST SEMESTER, AND AT "iHE END OF THE YEAR. THEY ARE NOTIFIED OF THEIR 
RATINGS, OR WHAT I'llEY HAVE EARNED, AND AGAIN HAVE AN OPPORTUNITY TO CHALLENGE OR DIS- 
(JfSS /VNY OF IHESE RATINGS WITH ME IF THF.Y SO DESIRE. 

T!iE SCHOOL BOARD IS KEPT INFORMED OF THl EVALUATION PRt)CESS, BUT THEY ARJ- NOT 
INIORMLD AS TO IvIlO RANKS HIGHEST OR U)WEST. f WILL GO INTO lUIS IN MOKE DETAIL WliEN 
I SHOW YOU SOME CHARTS. 

BY USE Oi' TRANSPARENCIES J WOULD LIKE TO KXP[^IN TO YOU WHAT I HAVE liEEN TALKING 
ABOUT INSOIAR A.^ GOAI.S AND OBJECTIVE'S, AND riH-: GENERAL EVALUATION OF ADMINISTRATORS. 



3/20/70 



ERLC 




